I'll tell of the Magna Charta
As were signed of the Baron's command… (Edgar)
INTRODUCTION: THE SIGNIFICANCE OF MAGNA CARTA
It is clear that there is a growing interest in all aspects of heritage and the representation of history as something to be consumed (Misiura 2006; Fisher 2000; Babour and Turnbull 2002 ). An example of this is represented by the Magna Carta. This famous medieval document is regarded today by many commentators as representing the cornerstone of civil liberties around the globe (West 2008; Breay 2002) . Its famous clause 39, that no one man shall be imprisoned without judgement of peers, or by the law of the land, is often quoted in contemporary debates about civil liberties, the conduct of politics and controversial issues like the antiterrorist laws (Bennett et al 2007) . In recognition of the documents outstanding universal value the Magna Carta was awarded in July 2009 'Memory of the World' status by the United Nations Educational, Scientific and Cultural Organization. There are now only four copies remaining in the world of this remarkable document (Breary 2002) , one of which is owned by Lincoln Cathedral and displayed in Lincoln Castle UK. Such significance means that organisations owning a copy recognize the need to make it accessible. Both Chronis (2005) and Goulding (1999) argue that marketing can play an important role in bringing history and particular aspects of the past to people, through appropriate targeting and positioning strategies. In relation to the Lincoln Magna Carta, this paper presents a critical account of how the latter is being undertaken in relation to three target groups; the general tourist, the schools sector and the American market. Recommendations are made regarding the need to adopt a more strategic approach to marketing, in order to benefit from the opportunities that are clearly available to such an important document.
Data for this case has been obtained from a variety of sources, including books, web sites, documents, and observation. The latter was of the Lincoln Castle exhibition of the Magna Carta, where a series of qualitative field notes were taken (Marshall and Rossman 1999) .
Additionally, a method based on phenomenology was used. Hackley (2003) points out that primarily, the phenomenological researcher has to generate written accounts of experience as their data. In line with this, the other element of primary research used involved the construction of a series of open ended questions which were then given in the form of a questionnaire, to an employee of Lincoln Cathedral closely associated with the Cathedral's Magna Carta marketing activity. The questionnaire was supplemented by a series of question and answer sessions, where some key issues from the questionnaire were developed. In accordance with Bradley (2007) , the open ended questions were self completed by the respondent. This enabled relatively full answers to be compiled in a situation where the respondent was not encumbered by the constraints of a structured quantitative questionnaire.
From the answers to the open questions and the subsequent discussions, a series of themes emerged which helped to form the basis of this paper.
BACKGROUND: THE LINCOLN MAGNA CARTA
So how did a very precious copy of The Magna Carta come to survive in Lincoln? The answer to this starts in the 13 th century. After King John's fruitless attempts to recapture
Normandy for the English in 1214, he returned to home in defeat and was immediately exposed to opposition from those who had suffered from his obdurate rule. Rebellious barons forced him in 1215 to sign the Magna Carta. This document contains 63 clauses, most attempting to curtail the power of the king. Copies of the original document were quickly made, and of these only a few now survive; one owned by Lincoln Cathedral, one by Salisbury Cathedral and two owned by the British library. As a physical object, the Magna Carta might not be seen as much to look at (Danziger and Gillingham 2003) . Each of the copies is on a modest looking vellum parchment. Copies are approximately A3 in size, covered now in faded Latin, but as the latter authors note, these nearly perfect, eight hundred year old documents are just as famous as any you would see in either a museum or a parliament anywhere in the world.
From the time of the accession of King John's son, Henry III, Magna Carta was reissued in varying forms throughout the years that followed and became a central part of English Law.
Lincoln's copy of the Magna Carta lay undisturbed and unrecognised among the extensive Dean and Chapter archives until the early nineteenth century (Bennett et al 2007 the exception of the tours it has been on, the Magna Carta has been on view in Lincoln Castle (Bennett et al 2007) .
MARKETING MAGNA CARTA: ORGANISATION AND STRATEGY ISSUES
Whilst it is clear that the Cathedral undertakes some marketing activities in relation to the Magna Carta, these do not occur within the framework of a planned and deliberate strategy.
Generally, what marketing that does take place is carried out on the basis of an often ad hoc response to events. In the words of the respondent from the Cathedral who supplied answers to the research questions posed, what marketing that does transpire, 'takes place on a wing and prayer'. Missing from marketing activity are the sorts of factors normally associated with strategic thinking. These include a mission and a clear set of marketing goals, a situation analysis, clearly defined marketing research activity, product development, and the establishment of strategic performance criteria (Blythe 2009; Dibb and Simkin 1996) . Whilst it is recognised that a prominent discourse which must occupy Cathedral management is a religious one, with income and work often the result of philanthropic 'giving', the absence of strategic thinking hampers activities that could produce a significant increase in revenue and Veterans Memorial prompted in respondents a desire to be engaged in a democratic civil society and the acceptance that the memorials represented ideals to try and strive for. At the Cathedral, the education department currently positions the Magna Carta not only as an interesting medieval artefact but also as a document that is symbolically representative of the issues facing the world and individual citizens. These issues include the pursuit of democracy, religious and human rights, freedom of speech, and the pursuit of justice. To these two positioning bases can be added a third, the result of exposure in the American Market, where the Magna Carta is marketed so that it is primarily seen as an inspirer of the American political system.
As Misuira (2006) roles of these organisations are to collect, interpret and promote culture to meet the demands of a wide-ranging audience. ICONS is in essence a virtual museum that uses the latest digital technology to interact with audiences. With over half a million visitors each month to these sites, they provide a useful supportive promotional tool for the Magna Carta, crossing a variety of market segments. Lincoln Cathedral played no part however in putting the Magna Carta up on the site and whilst serendipity has some role to play in marketing (Brown 2005; , it is certainly not the basis for a longer term strategic approach.
THE MAGNA CARTA AND THE GENERAL TOURIST
The general tourist market for the Lincoln Magna Carta is probably the most wide ranging segment of the three targeted and can include visitors from abroad and home, including groups as well as individuals. These variables can of course cover significant differences in terms of age, income, and background, but various studies have shown that common factors exist between visitors in terms of visits to heritage attractions, for example nostalgia, authenticity and the desire for knowledge (Belk1997; Masberg and Silverman 1996; Goulding 1999; . When it is not in the United States on tour, the Magna Carta is sited in Lincoln Castle, the latter owned and maintained by Lincolnshire County Council, where it can be viewed by the general tourist. The actual viewing of the Magna Carta itself is included as part of the entrance price to Lincoln Castle. It is possible to purchase a joint ticket from both the latter and also the Cathedral, which includes dual entrance. Prices are fixed in terms of making a contribution to costs, but little research has been conducted on consumer perceptions and the possibility of a more market based approach being adopted.
As part of some recent efforts to improve the marketing of Magna Carta, a refurbished exhibition has been put in place in the Castle grounds. In the 'First Charters of Liberty' exhibition, alongside the Magna Carta there is the also the Charta of the Forest on display.
The latter document is important in its own right, being one of only two surviving copies, dating back to 1217. The Charta of the Forest dealt with the rights of the common people to be granted proper subsistence in the forests of the King (Linebaugh 2008) . Currently, both these two documents are housed in the old prison of the castle, and do not in any way provide an ideal exhibition or visitors area. This is a small, relatively cramped and dingy building that the visitor can pass through quite quickly, with an adjacent basic café. In the first part of this exhibition, a few artefacts from the time of Magna Carta and the Charta of the Forest are present, along with some fairly simple and inexpensively constructed display boards of information about the 13 th century. There is some detail here about crime and punishment, feudalism and the life of the common people and the revolt which resulted in the signing of Magna Carta at Runnymede. Next is a basic interactive board game which encourages visitors, particularly children, to construct their own version of the hierarchical social order of the 13 th century, and it is possible to also make a wax 'King's seal'.
The second part of the exhibition contains displays and features reflecting the desire to market that Magna Carta not just a historical document, but having relevance for people's lives today. One part of an interactive game for children asks them to identify from illustrations, detainees who are not being fairly treated at the Guantanamo Bay prison camp.
There The problem is that these documents are on view in a small cheaply decorated room with a vague medieval theme that fails to capture the historical significance of both Chartas. Whilst visitors are coming face to face with authentic historical artefacts, a feature valued by many who spend time at heritage exhibitions (Goulding 2000) , the unimaginative environment does not do justice to these rare documents. There is little further information available and there is no new digital technology anywhere in the exhibition that could enhance the visitor experience, apart from temperature monitored, vacuum sealed display cases for the documents.
Although there are small shops in both the Cathedral and the Castle, what is conspicuously lacking in these outlets is any attempt to sell a range of goods, apart from one book produced by the Cathedral that complements the Magna Carta. In this sense, a major revenue generating opportunity is being lost. It is unusual for customers not too expect to find products available that relate to the historical artefacts they have seen (Misiura 2006) . book tours online and it also has a teacher's resource area, a timeline, information on workshops for school students and a virtual tour of the Cathedral. Some good feedback was received on the site at its launch, but it has not been extensively promoted. is unclear at whom this is targeted.
MAGNA CARTA IN AMERICA
When the first English settlers sailed for the New World at the beginning of the 17 th century, they took a strong belief in the power of Magna Carta with them (Bennett et al 2007) . As a result, the American market represents a key source of interest for the Magna Carta (Linebaugh 2008) . In addition, the American Constitution itself was based on principles deemed to come from Magna Carta, that the rights and liberties of the people should be protected by law against the encroachment of power delegated to their governments (Bennett et al 2007) . A substantial sum of money is generated for the Cathedral through renting out the Magna Carta in America, an amount not significantly diminished by the costs of insurance and transport and in the case of the latest tour, armed guards to accompany its movement from Heathrow airport. Working for the Cathedral in America is a public relations company that has been asked to find institutions to take and display the Magna Carta. This finding of institutions is dependent on the contacts that the public relations company has and in particular, one person's connections and the places they think the Magna Carta should appear in. The result is that any positioning based on marketing the Magna Carta as a medieval historical artefact gets lost, being replaced by a concern with demonstrating the documents relevance to American society and politics. In support of these sentiments, a rare copy of the Declaration of Independence was included in the exhibition and also depicted were scenes from the revolutionary war against the British, the latter some say partly inspired by the Magna Carta (Linebaugh 2008) . The exhibition web provided an opportunity for consumers to download an exhibition brochure and prospective visitors were boldly told to see 'at least once in your lifetime the Magna Carta, the document that changed the world'. In this particular case, the Magna Carta is being inextricably linked by marketing efforts to American struggles for independence and not much else.
In terms of its tour of the American market, it can be argued that the Cathedral has clearly lost control of the brand. Local marketing efforts in America tie the Magna Carta primarily to the development of American politics, rather than to its historical appeal and inspirer of legal freedom around the globe. As indicated above, each institution is able to display the document as it chooses and to develop its own messages and materials around the document.
The public relations company used in America to find takers for the Magna Carta display are 
CONCLUSION: MEETING THE CHALLENGES OF MARKETING A DOCUMENT THAT CHANGED THE WORLD
In a recent YouGov poll commissioned by the British Library, Lewis (2008) competitors in the market (Keller et. al. 2008) . Currently, three approaches to positioning appear to have been adopted by the Cathedral, but there have been no studies undertaken with consumers to judge the success of this. Firstly, the Magna Carta is positioned as a medieval artefact, secondly as an iconic document of relevance to modern society and thirdly, in the case of America, as a symbol of political values. It is not at all clear that all consumers relate to all these positioning approaches and the nature of the Cathedral's idiosyncratic marketing activity. The consequences of this neglect are that there may be unknown and unfavourable images of the brand existing in customer minds, having an adverse impact on visitor numbers, perceptions and revenue generation. As has been noted to date, relatively little market research has been completed, apart from a survey directed at the launch of the schools web site and a very small scale project on visitor perceptions of the Cathedral generally. Hard information is very sketchy on all these areas. Furthermore, one major area that has been ignored in terms of research and strategy is the impact of actual and potential competition.
With Lincoln being a key UK attraction in terms of the heritage market, this latter task should be tackled as a matter of urgency.
In terms of market segmentation research, more data collection and analysis needs to be undertaken. For example, the schools market covers a wide range of age groups that potentially means marketing resources could be directed in more diverse ways. Younger children on a visit to the Castle exhibition might be engaged by the opportunity to meet and talk to a 'historical figure' associated with the Magna Carta, while older age groups could take part in role plays that replicate the signing of the document. Ideas could be put out to schools and it should be possible to engage in the co-creation (Prahalad and Ramaswamy 2000) of ideas via forums that are both on and off line. Equally, it is possible that a better profile of general tourists could be developed, with perhaps some special events put on for overseas visitors to the Magna Carta exhibition. A research project could also be initiated in the American market, to find out the requirements of consumers, with a view to establishing consistency in the messages and the medium. So, it seems reasonably clear that research activity needs to inform the marketing of the Magna Carta in a more developed and systematic fashion than is currently the case. A recent initiative is of relevance to this issue. contains the types of features that customers require, be it merchandise for sale, special interactive features or the general type of ambiance and atmosphere that needs to be created.
In the shorter term, market research could be actioned in order provide a range of ideas for improvements to the current exhibition, highlighted in an earlier section above.
There are important implications here in this case study not only for those marketing heritage and the Magna Carta, but for any company that needs to think about strategic revitalization.
In considering issues needing attention and of relevance to the Magna Carta, like brand identity, positioning, market segmentation, and market research, it is clear that an important and necessary organising feature is the overall approach to strategy that is adopted. In the case of Lincoln Cathedral, no such strategy exists. This is not to suggest that employees go out and immediately adopt an off the shelf marketing plan with a view to implementing it, but they do think about how the present can be best managed and the future created. Strategy should provide a sense of direction, by understanding the environment and pursuing a desired Carta on tour to other countries besides America and to invest in the document generally, so that overall market coverage and revenue streams increase.
Finally, having a notion of the right objectives is a key issue here. Objectives provide focus and justification for action and hence should be embodied in strategy (Wilson and Gilligan 2005) . A well thought through strategy would force the Cathedral's marketing authorities to think about the Magna Carta in a holistic fashion. A constant monitoring of the environment and market segments should occur, yielding sets of objectives relating to the Magna Carta brand identity, its positioning, its resource set and its value proposition. This need not occur in any linear fashion, but can be an organic process, where one action flows into another (Ardley 2009) . Creativity and intuitive insight should not be ignored either, as it is an important part of strategy (Bilton and Cummings 2010) . It might be the case that to act first on the basis of an innovative idea from an employee or customer will produce good results. A 'trial and error' approach might reveal for example, if a new complementary Magna Carta product is well received or not, in the Lincoln Castle shop or if an inventive logo for Magna Carta works. But, to take a step back, to get to the stage of actually having an overall strategy might mean that an internal critical self-analysis on the part of those marketing the Lincoln Magna Carta is required. The question should be asked if there exists, in the first instance, the will to deliver something commercially viable. If the answer is no, or a hesitant, ambivalent yes, then work must begin to take place around establishing a strong strategic orientation. Or otherwise, without that, and its results, the marketing of the Lincoln Magna Carta in its present fashion is likely to continue to be both very challenging and very difficult indeed, from both a customer and a competitor perspective.
